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Good social planning must be viewed as closely related to successful Federation
campaigning: the two are related functions and the success of each is inextricably

connected to that of the other . .

. For the social planning process to be effective, all

decision-making affecting planning must be channeled through it . . .

s Federation social planning has be-
A come more sophisticated, dilem-
mas and problems have emerged which
can be solved only by application of
the most creative strategies. These lim-
itations must be surmounted for Fed-
eration social planning to succeed.

The very initiation of social planning
undertakings can be faulty through an
excess of casualness about the decision
to make a planning commitment. A
thorough consideration of the prob-
lem, the needs and circumstances which
generate attention to the issue, the in-
terests and groups which are involved,
and the implications of alternative so-
lutions is necessary before action is
taken to proceed with planning. Con-
sultation with affected and involved
leadership figures is required. Too
often, planning obligations are assumed
before there is a state of readiness to
address the issue. Timing is crucial to
the success of planning and whether
and when to commence a planning
project are important. This pre-
paratory stage should be an integral
part of the planning process.

Social planning falters at times due
to other weaknesses in the planning
process. With all the stress Federations
place on participatory consensus build-
ing, errors sometimes occur in admin-
istering the process itself. The planning
group for a given issue may lack rep-
resentation from groups or agencies
that have a relationship to the issue,
the chairman of the planning group

may not enjoy broad acceptability to
all the related bodies and may lack the
statesmanship necessary when contro-
versial issues are at stake, the commit-
tee may not have a core of members
who are disinterested and ‘‘above the
fray” and thus able to provide a ballast
in rough waters, the whole committee
may not be fully involved in all steps
and preliminary decision-making, pro-
posed solutions to problems may not
be uniformly pretested, and implemen-
tation may not be planned for and ex-
ecuted with the same care that is
brought to planning itself. The best
study—with fine research and social
data, well-defined focus, and confi-
dence of the affected groups—can
break down through a faulty process.
The quality of the process is a primary
concern at all times.

Planning sometimes is conceived
without confronting the basic, trouble-
some and controversial matters in-
volved in the planning problem, as if
the issue can be dealt with by circum-
venting the most sensitive areas. This
is rarely a successful strategy—plan-
ning hardly serves real community in-
terests if it bypasses basic concerns.
Where such issues are involved as po-
tential elimination of a program area,
termination of an agency, merger of
several agencies, or confrontation of
the problems of inferior or unsatisfac-
tory quality of service, a planning pro-
cess which avoids them is devoid of
integrity. When this occurs, the study




itself, social planning generally and the
Federation are demeaned, and the cen-
tral issue is not really dealt with. Plan-
ning must address the core issues, albeit
with sensitivity, acumen and statesman-
ship.

Social planning can err by leaning
too heavily on the side of the expedient
or the politically desirable. Excessive
measures to satisfy the fears and de-
fensiveness of established agencies, re-
assure apprehensive professionals or
laymen, defer to economic pressures or
the preferences of contributors, and
concede to particular sectarian or de-
nominational demands are pitfalls which
can derail otherwise sound social plan-
ning. The concerns of each of these
groups are appropriate for considera-
tion by planners. Rational and political
considerations commingle as elements
affecting planning. For professional and
lay planning leaders, however, the issue
is the relative weight given to these
matters: where the line is drawn to
protect the integrity of planning. The
fatal error is in concessions which de-
stroy the viability of the process, un-
~dermining the significance of the out-
come and general respect for the
planning function.

Federation social planning often suf-
fers from the disability of being more
reactive than anticipatory. Too rarely
do planners pause to consider the long-
range issues which affect communities
and to project planning that will ad-
dress matters likely to emerge in the
future, but which are not yet urgent
priorities. Perhaps this is explained by
the crush of immediate problems upon
Federations, arising out of critical is-
sues in the budgeting area, acute de-
terioration of older Jewish neighbor-
hoods, new government policies and
practices, the aging of existing com-
munity buildings, or the emergence of
new constituencies to be served (e.g.,
single-parent families, Soviet Jewish im-
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migrants or new Jewish poor). The
question can be fairly put as to whether
many of these problems could not have
been anticipated and addressed long
before they reached the top of the
agenda. In a sense, Federations too
often are running to *“‘catch up” to the
lags in dealing with pending planning
issues. Part of the problem concerns
the volume of planning which a Fed-
eration can handle at a given time, in
relation to staff resources, the time of
lay people, the demands of campaign-
ing, the pressures of budgeting, and
the other commitments of Federations.

Yet, if planners gave more attention
to defining the early warning signals
and the symptomatic data and situa-
tional information which point to the
emergence of problems needing plan-
ning attention, planning might become
more anticipatory than responsive. The
signs of major residential shifts, of de-
teriorating Jewish neighborhoods, of
the changing character of the aged
population, and of vital changes in Jew-
ish family life are discernable long be-
fore they are translated into pressing
agenda subjects for social planning

‘committees. Federation planning is

greatly challenged to move to a longer
term perspective on social planning, to
anticipate problems and to deal with
them under circumstances and with a
timetable that offers even greater
promise of effective implementation
than is possible with the concepts of
timing now employed.

The pressure upon Federation social
planning to move on a variety of issues
too often causes social planners to suc-
cumb to the temptation of overcom-
mitting the Federation on the number
and extent of social planning projects
which it can handle simultaneously.
This has two kinds of adverse conse-
quences. The first is an excessive and
sometimes costly extension of the du-
ration of planning projects. This can
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delay decisions which are urgently
needed, cause organizations to proceed
independently without waiting for
planning to conclude, and result in di-
minished confidence in the planning
system. A second result of overcom-
mitment can be a planning accomplish-
ment which is excessively thin, and even
inadequate to the task at hand.

This situation poses to Federation a
difficult dilemma in trying to manage
many pressures, all of which have merit.
Expansion of the planning capacity,
through more staff and lay people, is
one apparent step to deal with this.
The other is the very much more dif-
ficult one of carefully prioritizing pend-
ing planning projects, making selec-
tions through conscious choice rather
than responding to relative pressures,
using the best interpretive measures to
explain the postponement and delay in
planning projects, and making provi-
sional, interim arrangements to bridge
the period for projects which must be
deferred for later planning.

There is still another time-related
handicap that burdens Federation plan-
ning. This is the insufficiency of breadth
and scope in time for the conception
and outcome of planning. Perspectives
for dealing with problems tend to be
so concentrated on the pressing, im-
mediate issues that beg for solution
that long-term thinking is pushed into
the background by short-term urgen-
cies. Planning to deal with the threat
of cults concentrates more on imme-
diate measures to prevent young peo-
ple from joining than on longer term
approaches to the problem; coping with
single parent or broken families ad-
dresses questions of how to serve the
children and parents in such situations
more than on how to preserve families
intact; and planning for care of the
elderly in their own homes addresses
the complex of services which must be
provided for this purpose but not the

issues of ultimate management and costs
as this program becomes pervasive. A
long as well as short-term focus in social
planning is imperative.

Social planning suffers from the dis-
ability that some people are most com-
fortable planning within established
blocs of functional services and find it
difficult to cross traditional agency lines.
Yet cross-functional planning is a sine
qua non for dealing with most contem-
porary issues. Planning for the single-
parent family starts with the family
agency at the core, but the process
hardly can proceed without child care,
community center, Jewish education,
the synagogue, and the vocational
agency. Planning for the chronically ill
and aged person certainly must have
the home for the aged at its core, but
such planning requires also the family
agency, the community center, and the
hospital. Planning for day care for chil-
dren requires the community center,
Jewish education, and the family and
child care agency. The problems of
conventional thinking regarding ser-
vice structures must be contended with,
even though fortunately they arise with
diminishing frequency.

The use of social data in planning
presents interesting dilemmas. Every-
one concedes that such information is
essential to good planning, but then
under their breaths many people mum-
ble that they know the answer without
waiting for the data. There is even a
tendency to use data to support pre-
determined conclusions, instead of
awaiting the data, evaluating it criti-
cally, and integrating it into the process
of analysis and decision-making. Too
often, planning suffers from inadequate
social data: information which is too
general, not directly related to the issue
under study, too old to reflect current
shifts, or inadequately organized for
study use. Appropriate social infor-
mation, well-reported and organized, is




an indispensable resource for effective
policy making. Its sound use is usually
an index of the maturity and sophis-
tication of social planning. Federations
need to guide their planning practices
with this in mind.

There is evidence of lack of clarity
about the relationships between budg-
eting and planning in Federations. Data
indicate the prevalence of a single
committee for both in the larger com-
munities and a tendency towards sep-
arate committees in the others. The
committee structure is less important
than the concept of respective roles
and relationships. While closely re-
lated, the two functions are distinct and
discrete. As a matter of fact, the sep-
aration of planning from the budgeting
functions is important to the integrity
of planning. Every Federation needs an
instrumentality to examine social need,
project social policies and programs,
and propose institutional arrangements
independent of the more immediate
pressures of current budgetary deci-
sions. The budget implications of plan-
ning recommendations obviously must
be weighed and taken carefully into
account by planning committees. But
the planning process needs to be more
free flowing than is possible if planning
is always done within the context of
immediate budgetary realities. It is
preferable that planning and budgeting
be viewed as two distinct but closely
related processes, rather than as two
aspects of a single process. What the
implications of this are for committee
structure: two committees, or a single
committee, needs to be carefully con-
sidered by each Federation.

In the category of the financial im-
plications of social planning, it should
be noted that good planning needs the
support of what the corporate world
calls “R&D” (Research and Develop-
ment) funds and resources for seed
money. Planning should constantly be
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generating new service thrusts which
require testing and experimentation.
Innovation in programs and practices
is the grist which moves the com-
munity institutional structure ahead to
new, contemporary levels of service.
Federations need to concentrate,
through endowments, philanthropic
funds, and effective use of foundation
resources, on providing social planners
with the fiscal sinews with which new
programs and revised institutional ser-
vice arrangements can be tried and
tested. This is an important product of
sound Federation social planning. The
lack of resources for this purpose be-
comes a serious inhibitor of social plan-
ning progress.

Social planning often eventuates in
recommendations for capital construc-
tion involving the raising and expend-
ing of considerable community funds.
In such instances, the success of the
planning enterprise ultimately depends
upon the capacity of the community to
secure the funds which are required.
The part of the planning process which
addresses needs, programs and facili-
ties, while realistic about community
resources, should be relatively inde-
pendent of the fund raising problem.
It should define the facilities required
to meet community needs apart from
fund raising considerations. It should
take into account the possibility of ac-
complishing recommendations in stages
as an alternative to immediate imple-
mentation. But it should provide a set
of proposals to best meet community
needs.

What is sometimes neglected is the
necessity to appraise community ca-
pacity to raise the required funds suc-
cessfully. This is a process which must
involve Federation lay and professional
leadership and campaign personnel.
Communities often elect also to bring
in resource people to undertake such
a capacity study. This may be done as
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part of the planning process or as a
phase to be undertaken separately. In
either event, this should be considered
as part of the total planning effort.
Planning usually results in program-
matic and institutional recommenda-
tions which have implications for the
operating budgets of the concerned
agencies. In determining the accepta-
bility of planning proposals, the Fed-
eration board and others inevitably
scrutinize the annual budgetary con-
sequences of the recommendations. The
social planning enterprise often is em-
barrassed by the fact that when its pro-
posals are reviewed after several years’
experience, it is discovered that all the
budgetary implications, including col-
lateral outcomes, were not fully con-
sidered and that operating costs were
underestimated. The frequency with
which this happens suggests the im-
portance of special care and conserv-
atism in the way these analyses are
done and in the fiscal forecasts which
are made. Federations should not risk
jeopardy to general confidence in their
social planning by loosely arrived at or
unreliable calculations of the operating
costs of planning recommendations.
The planning efforts of Federations
operate in a large arena, with a variety
of specialized concerns constituting the
Federation agenda. The inevitable re-
sult is that planning deals with areas
of specialization which are far from the
experience of the workers who staff
Federation planning. This logically
leads to the question: are Federations
calling with sufficient frequency upon
people with other expertise to serve as
resources to their social planning—
health professionals, special education
experts, geriatric specialists, demogra-
phers, housing consultants, community
planners, economists, management spe-
cialists, and day care experts? Very
often, such people are to be found on
the faculties of universities, the staffs

of foundations and government agency
staffs, or are individual practitioners.
Too limited use is made of such re-
sources in Federation social planning.
This is regrettable, inasmuch as such
people can provide expertise often not
present in the planning process. They
can enrich the process considerably and
their greater use merits more consid-
eration by Federations.

It is safe to forecast that in the years
ahead the necessity for significant social
planning in the Jewish community will
be undiminished. The prospect of con-
tinuing social change and the evolution
of Jewish life will require planning with
skill, foresight and courage. What are
some of the aspects of planning which
will challenge Federations most acutely
as they confront these conditions?

The first requirement will be for far
more satisfactory systems of developing
and maintaining the reservoir of social
data upon which planning is based. The
improvisation and spot study approach
of the past must be replaced by an
organized plan for assembling the many
kinds of information needed. Basic de-
mographic studies, community by com-
munity, must serve as the foundation,
but there must be provisions for con-
stant expansion and updating of this
data bank. The information must be
published, made generally available, and
studied regularly by a parallel system
operating nationally, which can sup-
plement local data with national ma-
terial and inter-community analysis.
Responsible Jewish social planning can-
not continue with the rough, pasted
together information so often em-
ployed: an organized, disciplined, so-
cially scientific approach is indispens-
able. The implications for the Council
of Jewish Federations and for local Fed-
erations are self-evident.

Planning of necessity involves judg-
ments concerning the efficacy of par-
ticular programs, types and methods of
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service, and organizational arrange-
ments for their provision. Federations
repeatedly make decisions to initiate
new services based upon the most mea-
ger evaluative data to support the claims
made for their effectiveness. They ar-
rive at judgments about the continu-
ance of new programs after trial pe-
riods or the maintenance of established
programs with the thinest appraisal of
their accomplishments. Evaluation is
never an easy matter—value judgments
must be made by people, with all their
human frailties. Agencies and their
staffs and boards tend to be defensive
and are easily threatened by the eval-
uation process. Yet it is a reality that
with the progress of social science gen-
erally in the measurement area, Fed-
erations cannot escape the responsibil-
ity of devising more scientifically
reliable instruments and methodologies
for evaluating the effectiveness of their
programs and services. Without this
resource, social planning will be vul-
nerable and less than adequate.
Priority-setting undoubtedly is one of
the most painful and difficult exercises
which Federation leaders perform. It
is hard enough to make definitive value
judgments that one area of service or
given program is more important or
urgent than another. It is even more
trying to implement this in practice,
especially at the level of budgeting
funds. All kinds of political forces be-
come operative in this arena and it is
tempting to arrange priorities on hor-
izontal rather than vertical levels, to
avoid the most pointed choices. Yet
unless planners translate their data,
their findings about needs, and their
judgments about programs into values
which apply to the use of resources
and the order in which new community
tasks are undertaken, the course of the
community will be determined by ex-
pedience rather than planning. Prior-
ity-making must be a carefully con-
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ceived process, based upon well-defined
criteria, benefiting from board partic-
ipation, strongly but diplomatically led,
and faithfully applied in Federation
policy, practice, and day-to-day deci-
sion making.

Not enough stress has been given to
the importance of close coordination
between the fund raising and social
planning functions of Federations. Vi-
tal social planning is indispensable to
successful community campaigns. A
community best supports a service sys-
tem which is relevant, steadily mod-
ernized and updated and free of out-
moded programs, and is meeting
contemporary needs. The awareness
that dynamic social planning is con-
stantly occurring and that change is
integral to the system provides the
community with the confidence which
is necessary to good campaign achieve-
ments. Staff and laymen intensively in-
volved in campaigning are recipients
of important information and experi-
ence which bear upon planning pro-
cesses and decisions and they can play
a valuable part in the planning process.
Campaign leaders can be important in-
terpretative forces in explaining plan-
ning outcomes to the community and
securing support for them. Failure to
involve such people in planning can
result in conflicts about decisions and
can juxtapose campaign and planning
leaders in conflicting rather than com-
plementary relationships, particularly
at the point of implementation of plans.
Involvement of professional staffs in
both fund raising and planning assign-
ments also has a salutary affect on this
matter.

Such correlation is necessary also for
the planning function and fund raising
for endowments, philanthropic funds,
trusts, bequests, and foundation grants.
Fund raisers working with potential do-
nors of permanent or special purpose
funds must relate constantly to the par-
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ticular purposes for which funds are
solicited. Donors set up endowment
funds for objectives such as advance-
ment of health programs, service to
the retarded or handicapped, neigh-
borhood preservation, cultural arts
programs or Jewish education. Solici-
tors are constantly formulating presen-
tations for use in appeals for such gifts.
It is unthinkable that there be anything
less than the closest coordination be-
tween fund raising and planning so that
the areas for which such special gifts

are sought reflect the emphasis of cur-

rent and long-range planning. More-
over, the shape and contents of pre-
sentations to potential donors must
grow out of the substance of the plan-
ning process.

Turning to the programmatic aspects
of social planning, there are a number
of important challenges to be identi-
fied. So much planning attention is di-
rected to services for those who are
physically or mentally and acutely or
chronically ill, to families in trouble,
to community problems and issues, and
to many other immediate and urgent
needs, that attention to long term, pre-
ventive programs is thrust aside. Yet,
nothing is more important to the fu-
ture of a sound and stable community
than services which are designed to
avoid illness, to avert breakdowns, and
to resist the development of commu-
nity problems before they mature. Pre-
ventive programs in the health field,
in family and children’s services, in
neighborhood preservation, in early

Jewish orientation and education for

young children illustrate the point.
Planning must focus more directly on
the preventive aspects of social pro-
grams in respect to each planning prob-
lem which is addressed.

Planning efforts should be very much
centered on new, progressive thrusts
which elevate the quality of community
services and introduce forward-looking

program ideas and methods. Not a new
concept for planners, this emphasis
must continue to dominate planning,
which constantly should be seeking the
creative, innovative ideas which can
maximize the effectiveness of services
and maintain their currency with evolv-
ing trends and experience. Hospice care
for the terminally ill, respite programs
for families of chronically ailing or se-
verely disabled persons, residential ser-
vices for young adults with psychiatric,
developmental, or physical disabilities,
innovative programs for substance abu-
sers, day centers for chronically dis-
abled children, quality of life programs
for homebound chronically disabled
adults, family life education and family
camping illustrate this point. Every
community has touched such innova-
tions at some point in its planning: this
thrust should pervade the Federation
social planning philosophy.

In this regard, special attention
should be given to non-institutional
community-based service approaches.
For a long time conventional wisdom
regarded care of the elderly, the chron-
ically ill, disturbed children and others
mainly in terms of building-centered
institutions: hospitals, homes for the
aged, and children’s institutions. Ex-
perience has demonstrated that care
provided people in the community, pref-
erably in their own homes, extends their
lives, raises their morale and the level
of their life fulfillment, and is far more
economical from the viewpoint of gov-
ernment and Jewish communal funds.
Planning should concentrate on this
reality and emphasize in-the-commu-
nity service: home care, day care, re-
habilitation, community-based mental
health clinics, outpatient hospital care
and day hospitals, and similar services.
Information and referral resources
should stress reaching out to people to
help them find their way to such pro-
grams.
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Federations traditionally have sought
after less-served groups needing com-
munity programs and have planned to
meet their needs. This is not a time
to assume that this gap has been closed,
for there are many vulnerable, under-
served persons and groups whose in-
terests must be a primary concern for
social planners. There must be contin-
uing sensitivity to serving the econom-
ically disadvantaged and deprived,
whose ranks have been swelled by the
new unemployed who now join the
long-term poor in needing special com-
munity consideration. Children of bro-
ken families, the multi-handicapped and
orthopedically handicapped, severely ill
elderly, the learning disabled, residual
residents of abandoned Jewish neigh-
borhoods, endangered families where
there is child or wife abuse, children
with special handicaps who require fos-
ter homes—these and many others must
be the special concern of planners who
seek constantly for those in the com-
munity who are less visible, whose needs
have more recently developed, who fall
between agency crevices, and for whom
new community provisions are re-
quired.

No programmatic concern can be
secondary for planners to that of ele-
vating the quality of the Jewish expe-
rience afforded persons through Fed-
eration agencies. With the primacy of
Federation concern for the survival,
continuity and enrichment of Jewish
life, an objective of Federation social
planning must be the way in which
- agency services can further this pur-
pose. This goal is far from having been
fulfilled in present day community ser-
vices and must receive special atten-
tion. It is relevant, of course, to Jewish
education for children—both day and
supplementary schools—and education
at all age levels. But it relates as well
to community centers, institutional and
community services for the aged, fam-
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ily life education, programs for college
youth, leadership development, day and
resident camping, cultural services,
community relations, and Israel-related
programs. This is a frontier for con-
centration in social planning for the
future.

In this connection, the relationship
of the Federation and its agencies to
synagogues is a continuing concern. Past
planning has advanced the level of co-
operation of these groups, but the di-
mension of concern now must go be-
yond this point. Planning must examine
whether synagogues should continue to
be regarded as ‘‘private” organizations
or should be treated as potential com-
munal institutions. The community is
concerned with providing essential ser-
vices to people: personal counselling,
recreation, cultural programs, Jewish
education, day centers for children and
the aging, counteracting the appeal of
cults, involvement in Jewish and gen-
eral public affairs, neighborhood
organization and preservation, and sim-
ilar programs. Ought not every com-
munal resource be a potential part of
the community system for providing
these services? Should not the syn-
agogues be recognized for the vital part
they play in this enterprise? Assuming
that synagogues accept appropriate ob-
ligations to the community (i.e., the
provision of community services which
are independent of denominational ide-
ology and are open to the entire com-
munity), community discipline with re-
spect to their planning and development
and capital and operating fund raising,
accountability and responsibility, is
there not justification for communal
subsidy of the community services they
are prepared to render? Has not the
community moved in this direction in
respect to Jewish education service and
financing, and support for synagogue
and rabbinical councils? Social planning
must give a long and hard look to the
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need to revise old traditions and con-
ventions and broaden the defintion of
‘““community’”’ to embrace religious
organizations which are willing to ac-
cept the reciprocal obligations entailed
in this reformulation.

One of the elementary precepts of
social planning is its responsibility for
coordination of community services.
Notwithstanding the great gains made
in this regard, the future will require
even more stress on wider integration
and inter-relatedness of the programs
of agencies and organizations in the
Jewish community. This must be ani-
mated by the realization that few hu-
man or social problems can be consid-
ered discretely because of the overlap
of knowledge and service areas. This
is one of the singular facts that have
been borne in upon communities. Thus,
there must be new dimensions of col-
laboration between the aged and health
fields, family service and centers, Jew-
ish education and family and child care,
health and centers, child care and
health, Jewish education and centers,
camping and Jewish education, neigh-
borhood preservation and hospitals,
community relations and family ser-
vices and many others. Similarly, co-
ordination must be assured within a
service field or about a problem, as for
example, services to the elderly, to fam-
ilies and to singles, and Jewish educa-
tion. New dimensions of coordination
and integration of service must be a
prime concern of social planning, which
must take the community far beyond
its present level of accomplishment in
this arena.

Finally, the revolution in the use of
media for education and communica-
tion requires a social planning process
to assure intelligent use of these re-
sources for Jewish communal purposes.
Cable TV, public service availability of
radio and TV, and the use of com-
puters for educational purposes are but

examples of the new opportunities
which have developed in this field. Ap-
propriate utilization of tele-communi-
cation resources can be made only
through a coordinated community ap-
proach, based upon well-conceived
plans, provisions for adequate financ-
ing, and a pooling of interests, skills
and resources. This is an opportunity
to plan, at an early stage, for a new
dimension of Jewish community pro-
gramming which awaits Federation in-
itiative.

It is beyond question that social plan-
ning will be a critical role for Feder-
ations in the future. The nature and
shape of the Jewish community will be
profoundly influenced by the quality
and effectiveness of the social planning
undertaking. There are several con-
ceptual realities affecting the social
planning operation which will be es-
sential pre-conditions to the fulfillment
of its mission. Effective social planning
constantly must engage top leaders of
the Federation, including those who
are significant to the campaign. The
chairman and the key social planning
leaders must be part of the overall
policy-making process of Federation, as
must the executive of social planning.
Good social planning must be viewed
as closely related to successful Feder-
ation campaigning: the two are related
functions and the success of each is
inextricably connected to that of the
other. Social planning must be suitably
supported with sufficient staff resources
and budget to fulfill its function. For
the social planning process to be ef-
fective, all decision-making affecting
planning must be channeled through
it: planning decisions cannot be made
by the Board or any other body without
participation by the social planning in-
strumentalities.

The opportunity for social planning
for the future in the Jewish community
is enormous. It will be realized to the
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degree that Federations bring to this tion which will enable it to fulfill this
task the stature, the imagination and promise.
creativity, and the resolve and convic-
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